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PREPAC? 


Having been exposed for a relatively short time to the 
coneept of “omptrollership, I have of neccasity epent a cone 
siderable portion of my time reworicnting my thinking on the 
subject. Beenuce oF my recent navel experience as Public 
Works Offleer at a medium size naval shore stotion, where a 
comptroller organization was establishes a few months prior to 
my detachment, the imprct sf the comptrollership ifer as 
adapted to shore atations in the Navy his intrigued me. 
Lecordingly I have addressei myself to the task of examining 
the effect of this neweomrr to the scene, the Comptroller, on 
the role of Public Works Offieer at the typiecnl Nevy ehore 
station. 

My primary reason for examining the interrelationship 
between the Public Worke Office ont the “omptroller hase been 
to clerify my own thinking concerning comptrollership. More 
then three yeors’ duty ae 4 Public Works %fficer, plus many 
more in close contact with public worke matters, has served to 
acquaint me intimately with the ~ole of the Fublic Works 
Orfieer, his functions and his probleme. In contrast, my cone 
tact with comptrollerchip, its gonrls, 3nd the methods by which 
it is practiced has been extremely limited. ‘ecordingly, I 


have been oblige’ to draw heavily on the viewe of others for 
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information concerning the Cuntaments1 functions of the 
“Somptroller anid his position within the orgonizstion. Although 
s majority of the published? msaterinl on comptrollership per- 
tains to its applicstione in private businces, I feel that the 
basic relationships are equrlly spplicsble to militery orgini- 
zations. Therefore I have used such material nes appeared 
euitable regardless of whether it pertained to military or 
busines: orgenizaticons. 

‘m sdaitionz:l purpose for this study has been to ageslet 
others in underetenting better the role of comptrollership. I 
have obeerved, ac have moet of the members of the current Navy 
Graduete “omptrollerehip Progrem, thet s great many naval 
officers view comptrollerahip with emotions ranging from 
fuspicion to contempt. “rom my own Limited contacts, I veel 
thet much of this prejudtice steme from the fact that comptroller 
6hip is new to the Navy ani is not unferstood by a majority of 
efficers. It is my hope that by Collowine my line of resason- 


ing, others may be stimulste? to think in terme of the funiee- 














mental functione 2n4i relationzhips involved. 
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CHAPTT? I 
INT? OTUCTION 


fomptrollership is o new term in the Navy ani is 
apparently not generally uniteretoo! by mony naval officers. 
The te-m has an unvortunste connotstion; many people relate it 
automatically with the legalistic and critical examinstion of 
sccounte performel by the Comptroller General ant hie minicna 
in the General ‘Accounting Office. To others the term is 
eynonymcocusly sesociated with controls anit restraints. “ew 
people welcome having their authority curbed, ani in the Navy, 
where the treni sppeare to be toward ever increasing reatrice 
tions, ™m the “reedon of eetion of tue intividuel officer, it 
de not 11°ficult to 2ppreciate how comptrollerchip her come to 
have 2 somewhat hostile reception. 

In contrast to the attituie within the Navy concerning 
eomptrollerchip, the “ongress, 28 well 2s the higher echelons 
in the executive breneh of the government, appesr ts view it 
neon most important meane of reducing feter rl expentitures by 
the elimination of waste ani inefficiency. This feeling 1s 
well summarize? in the report of the -Landers Cubcommittee of 
the Senate ‘rmed Cervices “omaitt+«e which recently conducted 
an investigetion 2% the implementntion of the comptrollership 


program within the Department o° Tefense: 
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It was expected that the comptroller organizations 
woul’ recult in clear lines of reaponsibility for 
fiscel mantgement, would furnish ©® meztne of obtaing 
ing uniform and accurate buigetary and Tfisesl data, 
and, generslly would provide the mechanism for ree 
view om? enalysis of “igeal problems to eliminate 
waste and inefficiency. 


In commenting further on the effectiveness of implementation of 
Title IV of the National vecurity ict of 1O47 as amenaied, which 
prescribed the estublishment of Comptrollers in the epartment 
of "efense, andi delineated in broad terms the basic comp- 
trollership functions, the “landers Committee etsteds: 
"=ncouroging as the progress in putting Title IV into operation 
hae been in s few cases, it must be recognized that the record 
of the past four yeare hes not been a eetisfarctory one.“ In 
short, 1t appesre that regartless of whether or not comp- 
trollerchip has the approval and support ° naval officers, Lt 
is here to stey “or the forererable future. 

moet important factor to be recognized in sny con- 
sideration of ecomptrollership, is the fect that this concept 
in no wey leesens the importence of good mancgement by the 
operating of ficial. It ls merely one of the means by which 
mansgement can be made more effeetive. ‘silure to keep this 
point in mind can lead te an overly partiesn spproach on the 
part of proponents of comptrollerechip which in turn can further 
alienate the average conscientious neval officer who feels 


that he tec has an important management job to do. 
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Ly, -, “enate, Preparedne ve Subcommittee No. 3 of the 
Tommittee on Armed Services, Implemeatotion of Title IV Nate 
fonal Security ‘et of 1947 as amended, 83rd “ong., 2ni Sem oy 
1954, 


“ibid. 
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At the typical ehore station few heads of departmente 
have &@ more complicated management function to perform than — 
the Public Works “fficer. "or this reason, a discussion of 
the impact of comptrollership on the funetions and porition of 
the orgsnization of the Public Worke °ffileer, is lllustrative 
of the effect the aivent of the Comptroller will heve elsewhere. 
Se in the cose of the Public Works “fficer, the hends of 
etation operating depertmente will Sind it neceseiry to make 
eijustmente in order to derive beneTitese *rom the efforts of 
the Comptroller, 

In the succeedine chapters the potitions sand functions 
within the typiesl ststicn orgenizstion of the Public Works 
Officer ani the Comptroller sre coneijers3 separately, with 
emphasis on the relationship of esth to the Commanting Officer. 
Although cuetomerily the “xecutive “ffleer is the eecond in 
command, and heade o° departments report through him to the 
Tommoanding “fficer, the single title of Commaniing Officer is 
used in thie discuseion to denote both of there billete, 1.¢., 
the station's top commimn?. Thic anslysie does not purport to 
catalogue in detall the duties of the Fublic Works Officer or 
of the “omptroller; inster: attention is *scusei on the brosd 
role played by ereh of theee officers, 

The interrelationcthip between the Public Works end the 
Comptroller are diseuses4d in two stages, firet, the potential 
areas “Pf ecnflict, friction an? misunderetaniing are consit= 


ered, “ollowed by % discuesion of some of the benefits which 
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ean be derived by the Public Works (ficer from cooperation and 
| 

eollaboraticn with the “omptroller. ‘ince human relations play, 

an importent pert in determining the actions and reactions © | 


between these two of “Leers, ant between cach an! the Commani- 





img Of icer, reference to certain of the pitfalls to be avolided, 
which have been enuncisi«4d by writers end echolars in this 


field, sare ineluded for eoneideratinon. 
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CHAPTS™ IT 


The Yole of the Fublic Works %fficer 

General.ew-"s head of ome of the mejor departments at 
the typical navel instsllstio, the Public Works °fficer is 
responsible for an extremely wide variety of functions, rang- 
ing from Rigkly theoretical design studice to such prosaic 
metters as refuse dispoesl., His broad miesion le to maintain 
the ataticn facilities to sceceptable stonicrie, to supervise 
new conetruction, and to provide essential services cuch 25 
utilitics, traneportation anil prcitessicnel engincering advice. 
Like woman's, his work Le never done, =n? 26 & corollary, he 
never has enough money to iceomplisch the things he considers 
neceeeoy. His job is often a thankless cn-, from which, if 
he o¢euples quarters on the station, there is no esenpr, since 
the feet that he controle most <f the creature comfcrts makes 
him the object of solicitation at all hour-. 

the Fublic Works Department at a mojority of installae 
tions servee both ss 2 service or auxLlisry cdeportment, ani as 
a atatf department. ‘8 ite hevi, the Public Works Officer is 
urnier the direct eupervision of the “ommin’ing Officer, ant at 
the same time umier the functions] or teehniecsl control of the 


Bureau of Yards and Noecks. 
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The Bureceu of Yarda and “rocks has publishes? recom= 
menintione concerning the org nizxotin of Public Works Cep7rte 
ments for the information ont guilanece of staticns throughout 
the Nevol Shore Vetablishment. ‘Thies publication, No VOocks 
{TPetdela, enumerates the functions normally ssctaned to the 
Public Works officer, and recommends their apporticnment smonge 
the various orgenizationsl segments of his department. ‘t & 
majority o* sctivities the Fublic Works “epertments are operste 
ing generally in ecesrdance with theses susgestione, with varia- 
tione tallored to meet Local situntions 

“eapite the current tren! towar: the etanierdizetion | 
of Public Worke “epartmenta, it is difficult to generalize ree 
gerding the duties of the Fublic Worker ‘fficer,. Although the | 
broas Functions for which he is held acesuntsble ars uniform, 
the extent to which he is sesigned specltic responsibilities 
ani authority to act varies eignificantly. This is to be ex~ 
pecte? eince ¢1]1 organizations “re compose: of people who 
appresech problems individually. Thuy, it is lsrgely his per- 

Sonal relaticnship with the “ommaniing .fficer, ae well as with 
the henis of the other departments, which ultimately governs 
the etstur of the Public Worke Sffieer. | 
je in other vocationa, “ommaniins “fficers jitlver 
markedly es to the extent to which they are willine to dele gate 


authority. In dlecussing this important facet of the executive 
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Ae, -_ epartment of the Navy, Bureau of Yards and 
Hocke, orge nizeti mani Staffing of Public _ Works. Pep riments, 
WAVDOCKS. P=Ai=12 (Washington, ~ te as 15 November 1954). 
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process, a teem from Ctanford University, who examined in 
detail = number of large business corporstions, has observed 
thats "ne of the most chi Lllenging problems of manegement 

is to give authority to those capable of aceepting it and yet 
retain ecntrol in the hands of those ultimately responsible.“ 
Navel “fficers do not differ significantly from business 
executives in this regard, ani in the cose of the Commanding 
officer of a naval aetation, the problem of granting suthority 
is further complicsted by the existence of the many controls 
ani limitsatione on his own freedom of action. 

Totsy the typical Comasniting “fficer is required to 
insure compliance by hie organization with 2 vist number of 
instructions issucd by the various echelons within the Teparte 
ment of “efenge. In private industry it his been reecgnized 
that excessive functional control cen be detrimental to good 
mansgement. In his textbook on siminictraticn, Professor W. 
H. Newman of Polumbia University hes nointed up some of the 
undesirable features ac follows: 

There ls danger that directions coming from several 
1eferent Sunctionsl executives will overburden 


operstins people, and occasioneslly they may even 
eo lict with esech other. 


@ @ e 6 td % * ® v e » @ + s e 6 6 * 


s e » 6 td td 
Substantial use of functional authority tends t 
weaken the influence of the Line supervioor. ‘8 
more end more orders are received from the funce 
tionsl epecialiet, the operating man noturelly tends 
to turn to them for interpretation, 24vice, an? 
aseLetsnee In carrving cut their particular instruce- 
tions. 
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2D. 7. Holden, L. *. Fish, and H. Le. “mith, Top Management 


“reenizsation an? Control (New York: McGraw-Hill Book “o., 
1951)5 p- Te 
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There is danger thet the use of functional »suthority 
Will lead to sutoerstic sn? inflexible edministration. 


These admonichments are applicable in the cage of the Commani- 
ing Officer of any naval shore station, and the situation 
which results from the Jetalled functional control exercised by 
the various Buresus and Cffices within the Navy Pepertment is 


not eepeclially conducive to administretive independence. 


St some stations the “ommenting Officer is generally 
satisfied to permit the Public Works Officer to perform his 
Sutics with a minimum of direction an? review, while 4t others 
the Public Works “fficer is require’i to justify hie actions at 
various stiges ani to seck numerous approvals. Becsuse of the 
importence of the functions of the Public Works “epartment to 
the sccompliehment of the station's mission and the well being 
of its personnel, most “ommaniing O0fFSicers take great interest 
in the work of the Public Works °fficer. Thus, the tendency is 
towsrd elose supervision by the Commaniins *fficer, with rsther 


&® Limite’ degree of diecretion granted the Public Worke officer. 


SEP a AER Syren ge = eee 


which confront the Public Works Officer have financial implica-— 
tions, Whether he te concerned with longereange planning for | 
the future development of the etation, or oveluating the zerite | 
of alternative methods for cutting gress, he must ultimitely 
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think in terms of monry. fince his primary mission is to 
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maintain the stsction buildings, grounds, 2n? utility eystems 
in good contition, he must inevitoably ecvelucte the various 
projects to be secomplieshed in terme of Jollars and priorities. 
Similarly, «11 of the services which it le his duty to provide 
must be thought of in terms of their coat. In this ares the 
Public Worke offileer is often in = difficult poeition in that 
the departments which consume the services he provides ere 
generelly not required to pay for them, 2n* hence sre relative- 
ly unconcerne? about their cost. Thie is true especially of 
eutometive transnortstion ont utilities, for which the Public 
Werke “fficer muet obtain the funte necessary to eatis’y the 
Semen. 

‘% moet eetivities the Public Works “epsrtment spends 
an epprecichble portion of the totrl funés sllotted to the 
“ommen?in- 7fficer., Beesuse of the wise veriety of work pere 
formed, Ant beerure meny of the funetione sre closely inter- 
reicte? with the work of other departrents, = shops organizrs- 
tion consictine of soyeral huntrei ortisans of vsriocus trades 
ae woll cc laborers, is required. -cAlitionsally, most of the 
now conetructim ont mejor nonerecurring miniensince work is 
normally wccomplishei by contreete with private construction 
Firms. “uel or heating, steam generation, cn’ operation of 
vehicles smi rollins etock; eLleetric powers water ant sewage 
trestment; en? telephone service for the etation as 4 whole 
i@ normally pei? for by the Public Works Department. 

¥Yuch of the Public Works %fficer's time is spent 


estimating th: Tinencisl needa of his deprrtment, juetifying 
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hie requirements in the form of buigets tnt special requests 
for funds, supervising the expentiture funce, and revising 
priorities of work because of changes in requirements. One of 
hie most diffleult teckes is to insure thet the work of his 
depsrtment Lia properly balanced, and that adequate emphosis 
is pleced upon the meaintenenes of existing facilities. There 
ie 2 natures] temienc’ on the part of the heade of operating 
departments to think in terms of #d2itions anit improvements to 
Faqchlities, se well cs embellishments ond s4ditionel] services, 
rather then preventive maintenance. Unless the Public Works 
Officer is effective in selling 2 balenced program to the 
CFommaniing Officer, the requests of other cepartments can 
result in on ineufficient ehsre of the svellable money being 
devote? to such purposes x9 replacement of deteriorated raile 
road ties, seslecosting roaudea ant pavements, termite protece 
tion, etc. 

‘S$ Le the esse with every official involved with the 
administretion of appropriated funis, the Fublic Works Officer 


is governe? by © wide varicty cf inetructions pertaining to 


the use of funie, Somplience with the voluminous instructione 


on this subject which have been Iscuct by varioue cchelons 
within the “epartment of “efenae Lis the reesnooneibllity of the 
“ommaniing Officer: he holie hie he2is of departments respon- 
cible for Mherence to those instructions applicsble to 
their operations. ‘The Public Works %fficer thus must keep 
sbresst of the inetructions concerning the propriety of expen- 


“ditures by his department ni particularly those prescribed 
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by the Bureau of Yarde an? “ocke. ilthough very few stutiocns 
are under the management control of this Buresu, 4 mejority of 
the Public Works %fficer's functions ore under ite a 
er functional control. In discharging ite res penatbiaity” for 
delinesting stanisrdis for the maintenance of the Naval Shore 
Setablliehment, the Bureau of Yards ani tocks prescribes «2 wide 
Variety of stencerte ant Llimitetions governing the hendling of 
such specislizeéd metters »s the painting of bulldjAings, the 
opereticn of motor vehiale pools, an’ the meintentinee of 
Public quarters, lthough many of theee instructioneg do not 
pertein directly to the -dminictretion af funmic, to the ¢xtent 


thet they inilesate whet work méy 27 may not De properly under= 


& 
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taken, hry have © strong influcne¢ on the Fublic Worke 
$ffie-es ‘sc fiMineiz1 plinning. It is net unuouel for the Public 
Works Officer to find himeel? in the mit“le, so to sprok, 
batween the policies of the Buretu of Yurtes @nd Soecke, »ni the 
fesiree wf hie “Commenting OFPiesr. | tigh ‘Segree of t9¢t ie 
Otten vequired if the Public Worke Cffierr ia to avole the une 


happy rale of obetructieonist in such situ’ tions. 








Aunited £ States Navy “egulations, 1948, h. 4, sec. 8, 
pr OL, defines the technicol Control of thie Bureau in port us 
follows: 

“The Buresu of Yarde and “orks shill exercise 

techniesl control o7 the followlna: 

1. The alterstion, reprlr en unkeep of public 
worke an? public utilities; sn? the operseting stant- 
aride@e an! procedures perteining tac retoe 

2. Yepair and upkeep of, on? operating stond- 
arde and prorelures for, construction, trensporte- 
tion, tn? weight honiline equipm- nt, exeept Merine 
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Munde are normelly «llocatei te ithe Public Worke 
Officer by the Commanding ffiecer either in the form of ellot- 
mente for apeeific projects, or ag 2 pertion or cegment of the 
etation's maintentnee and operating allotment. At stations 
opertting under the Naval Infustriel Pund, sprci#l procetures 
are erploye* but theese are considered beyon? the seope of this 
Stuzy. The Public Works Officer is hel} responsible for the 
proper Administretion of theee funiec, but the esuthority. grenter 
him ic lergely depenient upon the menner in which the Conmoni- 
img officer comfucts his affeire. <s4ditianmelly, the reput:tion 
of the “epartment anid the extent to which the Fublic Works 
at *iewr enigys tas confidence of the “ammunting OTTicer are 
laportant fectora. Tome Vommending “fficers *potrentdy 
operate in accortsnce with the philosophy cutlinec by Chester 


7. Barneart, former Vice Frealtent of the New Jeraey Ball 


Telephone “o., who sbeervet in discussing the executive process 
thet, “Not toe make lecisions thet others ehoul’ muke isa to 
preserve merragicy to ievelop competenct, ta Tix responalbillty, 


and t* preecrve wuth rity.> 


However, mtny Public Works 
et-ges, must justify their pret ectigne, 4ni in genrrel find 
thelr Jperatienes cubject to close control br the Commoniing 


fficer, 





t& 
“cheater J. Barnard: ‘The Functiane of thy pxecutive 
(Cambritge, Mase., Harvard University recs, 1551), p. 154.” 


teniency towari closer contrsl of subor instce Ln governmental 
‘ 
operations then in private business: It mey be notem in ps es 


eTTieser¢g Ire ~ften require4 to sbttiin Wwpr vale st vweriosus 
| 

ing that the public administrator is in ¥ somewhit differrnt | 
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fe. © conmt*4 

position bee use °*) unlike the busin:semin he Lec presume? to. 
hove only the vuthority that hes been -xplicitly grented to 
him, *ni b) the pervasive influence <2) eovernment.rl ection, 
alongs with = public insistence on «qu. lity in trestment of 
ingiviiuesle creates 8 much grester reluctanes to Celegate legel 
authority to those in lower echelons.” 
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CHAPT?> III 


The “ole -f the Comptro 

General.e~ilthough the title o! 
usr? in the Navy for only 1 few years, 
ecomptrollerchin are probtbly ae o17 s¢4 
the station level, the comptrollersrhip 


heve been performe’ by the “ammen*ine 


‘Leer officer, end in verying Cegrees 
cepertments. As apecitie billet the 


Gomer, but much of whet ho 


Comptrollerchip in Iniustry.--7 


licr 
Comptroller haa been 


the pesic fumetions of 


* 


the Navy itmelf. at 


functions in the past 


TPicer, the Supply wm 


by @11 of the other 


Ssemetroller is % new 


new nor 3?4fferent. 


unterstint better the 


role af the Comptroller in the Navy it is helpful ty review 


briefly his ccunterptrt in private intuetry. 48 in the ener 


ec the wilitery Comptrobler, the “entroller, @s he ia wgrnr 


ofteg calle! in privete buginess, 1s @ rrintively recent 


arrivsl on the bugin-e* manngement sconce, VYithough hia b®elic 


tanetione heve Tons been performet. “". >. twerson, Tontrodler 


or the Kewell Compiny, se. wc of the Pirst men te pull 


together the eubject in textbook form, mekee this summiry of 


the gaope -f camptrollership: 


-ssIt com be Aaefined very babe ly aa the function embree- 
img the rooar@inge ant utiliestion ef @€11 of the pertinent 
facten eiout the busimese, “ar the pwepase of (1) proteast- 
ing tne G@esete of the buriness, (2) complying with legel 
recorfekorping «n* reporting requirenente, “n’ (3) com- 


14 
















Wwe | : 
‘4 a te Ae ae 
tm! a? A mm Ase) ot) Geet tio. eee 





~ elie oe, me ee «gle =" ee ae 

1) ote) eee ee rae op Olekers ove 
on et re pence ee el! se Re 
- ieee «fete athe off ' 

—— Mm (Oe ee mee ee Al a re 
coed 6 ) ma) wee «@ J/aldde Abe ta 
see! el Sed “eed 8) et? oe? fee © Oe oe 


ie tte = cee deel sole 
aneet ot Genie of d/o a LS Glee ae 


“= ap é Cede Ae gd Ot me ele ee 
mental @ eh te @f pete! @ealilae =< 
oe eae ete womng as elle 

— 8 eee eee ieee comin ae Ge ae 
MA’ ——m . 3 —— my qm ml at ae 
h—_icrr i adnie« —— me” a" 
——m «let ot Meme = Geet! 6) POG Gee 
Ae ee ae 


~ (ie wot bap , 
-_- |, 









Oa 
> 












= 
ae 





municwting to 
assist in plomning 2ni control of oprrations. 


The Controliers 
to the promoting 


eetslogue? seventercn 


are guote? below: 


L® 


the mon -gement invorm-tion which will 


Institute of @meric’, UM IrEeRizotion tecLesetec 


if the comptroll-rahin c@ascenpt In buelness, h 


tf 


e @ e e e e e e 2 « e e e * e e e 2 2 


a2. The preparstion end interpretetion af the 


financial 


8. 
tle 
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tion with 
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ao 
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aetatement> ant reports of the “orporetions. 


e * a e + ® ® ® e ® e * ® * e e 


a e 
C preparstion ond interpretetinn of 811 etetic- 


and vrapatte sf the carimeretiane 


The preporution, an budget ftlreectior, in canjunc- 


other officers and Geptrinenst 


x 


weete, oT Sh 


amumyl buliget covering “11 cetivitier of the cero cra- 
for submission to tae Busrt @ Tirectore prior 


tion, 


te the Degiwpinmg of tie fiscel ywre Fne uthority 
oP the controller, with respect te the veto of come 
mitmeut® or expemjitures not suthorize! by the buiget, 


mhye li P 


Siredtor ss 


e 
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‘ppropri’ticns 


pent 


Wrom thi: 


objectiv: 


ee 


es 
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the “onmtr 


secon? x 


Mr, Jages 


from time to time, be fixe: by the Boar! of 


e @ e e ® e ° ed e ® e ° s e s e e e 


e e a Sd 
The meintenenee of eteaquete vneeerts of #euthorized 


>> tie “7oeterhineti am inet =21l ews QKo 


? pursuynt theret> cre proncrly *recunted for.é 


broa@? outlines of functiong it is tnperent thet the 


of tha Controllers Institute *f merirs is to have 


lier perform autics consLicrably beyon’ the normul 


‘cceuuting ond the maintenemes af higterieAl recur la, 


L. Peirce, probibly the mest effective spokesm n for 


ov 


the “ontrpllere Inetitute, scoen ftrther; hile summery of the 


function of comptraollerchip is a2 Sollown: 





Richard 


1 


™ 


2 


et ir. 


mye ©. 
- irwin, 


ibic., De 


moercon, Pryctico« Controllerchin (hiewanos 


Inc., 1949), p. 17. 
3= 


utiee of a Controller,” certoin of which 
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f a oe » 
owt eperlal genge the werd “contrel” alweye ineluies 
threr eopponent prorescer. The firat is the @deption 
aF =~ plon. The second ie reocorting 2f wetuel per- 


f* 


ormeneg, The thbra ls making decisions oni. teking 
acted “Tle 
Yrom perusal of swiileable literiture on the eubject, 
Ly@urtyiel congerns to the current group vtitrneting the Navy 
Greivate “omptrollerehip Presgr’m wt The George Weehington 


and from the comments mece Dy numersu representatives of 
University, it would %prear thet there exists @ wide virixtion 
in acope of duties performed by personnel in private induetry 
Who bear the title Controller or Comptyoller. ‘Some perform 
easentiflly accounting ‘unctions with © minimum of interpre- 


tive works Wherewe “thers anpes’ t» ciwer * brow? ramac acre 


in keepine with Mr. Plerce'es eoneenpt cf control. 


“omptrollershiv in tue Neavy.--Tursu nt to Public Loew 


215, o2pproved 10 “usguet 1949, which amen’e#" the Nitionél 


Fecurity ‘ct of LG47, the Seeretary of the Navy iesuet instruece 


tionre ceomeerning comptrollerthin within the Nevy, portion of 


whith is quote? s2 followe: 


So Btsic Conrept. Most of the comptroller functions 
are Deine performe? in varyin: seegerees in (11 Navy 
buresur on? flelt aetivities, The new clemente intro- 
Zuced Wy the conecpt cof comptrall-r@hip tia it i¢ 

preet ice? in the Department of the Hevy wre: 


La aphvelising th conetructive wapects of 
reporting entlyris ani interpretetive Sunctions 
e3 distinct from the pureiy reccrmiine Tunetions. 


Ore nen a rh eS 9 reels Me Att OOS > ee 


James lL. Péeires, “ontrelicrship an¢ 4ecounting: 
Contrast, The Controller (Vol. ““1, September 1953), p. 411. 
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1? 


2. Improving buiget formulytione ond 
tarcugh the colleetion end utilileetioa 
if™@ an’ progrom 44t* #t *Tl organize 


noof necounte 
ticnel levels. 


$3. “oordinating eni integrating the aeveral comp- 
troller functions to provite concisely t» the 
Commenting IfPicer the besic @ate esacntinl sr é 


execution 
efficient, economicsl, sae effective nenegement. 


as of November 1955 Comptroller org n1lzations hive Deen 
establiehe® at 93 néw.il commende @n’® major share activities, 


4 a «(OU t F ‘i ia ) 
7 ¢1e PAULtinMe) sre in the proeese of Llnetalletion. 


farerding t> the Qeputy “oamptroller “¢ the Navy, ° in 


proviting for the cestablishment of comptroller orgmizations 
at iniividual etations, it was coneifered essential ts achere 
to the traditionel principle whereby the Commenting ~fficer 
reemives Rll «f the money Allotted to 2 station, e@enj is fully 
Yegoomeible for ite proper ue@. The Comptroller be a etafrf 
AGS.¢tant tT) the Commonding OTficey, specrifimelig: 


The comptroller must provite technioel guitsnce 
an* firection to the contuct ~ spaciflir Fretecollere 
tion esyetems in the “areas of butget formulstion one 
a pragram anylyeis, Sceesunting, Yn pragress 

porte an’ stetietias. The Tully c»ortTinstet abafrt 
sortice pr vited by the comptroller shoul® relieve the 
coun an! ine offieer of much cf the burw’en of cetuile 
Part erllection, coor*ination, «nm? “=flyrig. When 
properly performes, comptroLllerchin will entble the 
“wmaman® ine “ffieer to @gpend more .f hia time in the 
are’e ~° policy formuletion, “4ecicion, en? pr gran 
direction. 7 


at, POT salt OT tO em ae Ok ae 


recNav Instruction 5400.4, “steblishment af comptrol= 


ier orginizatione in buresus, heartquarterc, —efficas, aw fiels 
netivitics of the Navy oni Marines “corps (18 iio-vember ‘Te eo a le 


c. 

“List of Field Activities with “omptroller org iniza- 
Lima, ‘TTice nr Comptroller of the Wavy, tet 45 May 1955. 
(Ag oF 19 Hevember 1955 this list was checked and found to be 
correct). 


Cpaareak by “ATM ©. W. CLexton, USN, to the Navy Grafu- 
ate Comptrollership clases, The George Warhington University, 
6 *ctber 13955, 


Tooecnay Instruction 5400.4, Op. cit. | 
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The “omptroller of the Navy erverelees technical or 
functional control over ths funeticns of the comptroller or- 
ganizations at naval activities in somewhat the same monner 
asx the Bureau of Yards ant tocks provider technical quisanes 


tn the Fublic Worke Tepa@rtment. The “onptrolier of the Navy 


~ 


prescribes in i¢tail proewiures %>2 be usei for budgeting, 
acccunting, auditing, wnd statistice1 reporting; the «tation 


Comptrolber is requiret t: s4here to these instructions. 


mioarf Tole of the Comptroller.--In iiseussing the role 


el a ieee ed 


af the “omptroller at & shore etation, Admiral Iolomons 
stata ac follows: 


The nesrest enslogy, %n1 one that I heve ure 
frequently in fixing the position if the “omptroller 
reLstive to comman¢@, ie that of the reletionship of 
the nevigutor and the csptcin. Tac nevigetor leys 
town the courses that will kerp the ship cle tr of 
the rocks Gn sno@le while procesding to ite icetin- 
atiom; he studice the efferte of currents: he maine 
teint en sewurete Enowletge of ite pr €rees during 
the masagge, warns of lie jievlaticnse en! vrecomentis 
t5 the captain necessary chamgect of evuree ont apes, 
“Eh @hee toe the “comptroller lay down the safes courses 
me “taee] paliry, cenetantly cherRhe ite “inemciel 
pie@ition ant cives tinchy warning “f tpopr ironing 
deficiencies: But the “omptroll+s: fet net crene 
te- 'ieo] policy without sppyevel © cammtn’ any 
more then the nevigator changer the eeurec of the 
ship without the apprvvel 2° the optain,® 


im this réppect he occupies 5» powltion sgimiler to that of his 
ssunterpert in privetes intustry. In both militery 4ni bueiness 
orgenifetions, “imeneciel mettre have aesumct such & “epree oF 
impy: tunes on? complexity thet the top executive requires 
epeoLe Lise? Aaguietoemnes, 


ee ’ rn an ee Me Be | Ne aera Ome ae 


8 Arete by “ear Admiral *. A. Solomons, UCN, leputy 
Comptroller of tne Navy, to the Nuvol War Cullege, Newport, 
“hore Ielen?, 16 “ebrusry 1954. 
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From the exteneive literature on the subject, it would 
Appear that the staff concept, and pirticularly the rel-tion- 
siip between the stoff o*fliecr and the linc executive, has 
been the subject of consiter able stuty. In e@iscucsing the 
problems invelveit in the use of estates, Albert Lepawski, 
Professor of Public Administration at the University of 
Alabama, h2s cbeerved that: "...the Jevelopméent of the etaff 
hijea as differentiated from line activity has been called 
‘the chief element of progress thet we hive made in the 
sclence of manasgement during the last 3,000 yeare, "7 Although 
the military is creiite? with the perfection of the staff type 
of orgeaniaation, many of the fundamental difficulties ana | 
problems concerne? with its use remain to be coped with. An 
executive of McKinsey 2nd Co., one of the country's foremost 
management consulting firms, has observed; 


bre the “istinetions between line “ne functionsl 
Authority and start work recognizes? As we 11 know, 
line 2uthority says d:, functional authority sys 
Wioe you 4 ity jo it thls wey, ond staff i9 purely 
aAvisery and hes not authority. When functional ond 
eLtarf executives forget the limitstions “f their 
authority 3ni start peas orders out of their domin, 
the trouble beginc.t 





In discussing the complex relationships within the orgtniza- 


tion resultine from the use of staff groups, pairticulsrly as 


7 lbert Lepawski, Adninistration: The ‘rt in? Science 


SN i ete Sy EY me 


of -rginization oni Manegement (New York: Alfre? A. Knop’, 





1949 , p. 289, quotines T4gir W. Smith "fxecutive “esponcibi- 
lity,’ The Society for the ‘dvancement >? Management Journ:l 


(Janusry 1938), p. 32. 


10 wing W. Peilley, "Sound Organization - Keystone of 
Manigement “evelopment,' The Tevelopment of “xecutive To legt, 
G4. M. J. Dooher an? V. Marquis, (New York: Americtn Manage- 
ment iscoriation, 1952), p. 45. 
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regarde the heads of operating separtmcnte, Newman has also 
pointed cut: 
In @2%dition, many people have & psychological 
resentment to receivines instructions an? being 
checket up on, perticularly by an intivisual whom 
they ¢@o not regiri as & superior. This makes the 
effective functionine of the staff rccistant an 
even more Jelicate metter, Therelore, valuable as 
a staff may be, it should be use? only_when simple 
Aelegation aces not fit the eituction.t 


‘uthority ani Influence of the “omptroller,--Because 
of the complexities inherent in the staff concept, it can be 
expected thet there will be little uniformity in the stature 
an? influence of station Comptrollers, s in the cuse of the 
authority of the Public Works Officer, the “omptroller's in- 
fluence will in large measure depend upon the personality ene 
inclinations of the Commanding °fficer. ‘ome Commenting 
Officers perform the interpretive anid plenning portione of 
comptrollership thems-lves, relegeting the “omptroller to the 
routine recort keeping functions ani complintion of jste for 
epecial stutice. Ithers are likely to confer upon the Comp- 
troller & consiiterable amount <f functions! suthority, on? t» 
lean heavily upon him for advice an? gulfcnce. fTimiler vorise 
tions in cutlook by top executives in private infustry are 
apparent from the differences in the stuture of the corporse 
tion comptrellers and other officials who appeared before the 
Navy Gratuate “omptrollership class. Here the tistinctiona 
are more apparent becsuse otich company has tailored its or- 
ganization to suit ite cwn situeticn, whereas in the Navy, the 
positiwm o° the “omptroller, 28 well a¢@ the interns] orgsiniaase 


tion and functione of his deportment, hive been prescribe. 


RS RI OS IRIN 8 RN UT a a Ee Cte ab ab fe 


Lliewman, op, cit., p. 186. 
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It appesrs probtble, however, thit &° comptroller 


organizations mature within the Nevy, the suthority grented an| 
Comptroller, and henee his in*luence, will exp2nt. The very | 
fact that the “ommoncting “fficer Le requirei te insure come 
pliance with an increasing number of instructions @ni dlrece 


tives iseuet by org *nizntions exercising functional control 


the intricacies of finineial mantgement. Inierd, this flels 
has become 62 Spcel® lized and complex tht unless the Commind- 
Ing “fficer has previouely had oceasion to have intimete cone 
tact with butgeting cr statistical werk, ho is obliged to rely 
on the ccunsel ant afvice xf the “omptroller. Additionally, 
the emphecis currently being placed in the “onerese on the 
effectivencss of the comptrollership program within the 
Yep2rtment of “efense can be erperte” t: keep attention 


precludes his devoting @ subsetantiszl portion of his time ts 
focused on the activities of comptrollers at all levels. 
| 


a 
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CHAPT™"? IV 


Potential Areas of “Son Lict 

The foregoins discuscion has sutline? briely the 
general role playee by both the Public Works ‘fficer end the 
Comptroller ant has inti-atet in general their relative posl- 
tions in the typicel atstion orgsniszctiscn, Although both per- 
form staff functions, for purpoees of this study the Public 
Works °fficer is congiterec primarily as the heac of a large 
gervice lepartment. In thie capacity his relationship toward 


the comptroller is similar to thet of any other Line opereting 


Aepertment head. However, ae wlll be pointe? sut subsequently, 


the fact thot his organization 1s not 4n operating department 
in thot it supporte rather than actually performe the miseion 
of the station, has a jefinite bertring on the stature of the 
Public Works ‘%ffiescr. | 

Ag has been iniiested, both of these officers are 
intimetcly concerne4 with financial minegement. With rare exe 
ceptions, both work very closely with the “ommeniing Officer, 
ani both 4re comecerned with work of 4 apscialiced nature, 
Warreies the Public Works “fficer is @ relatively well estab- 
lishe’ institution, at moet stitions the billet .2f Comptroller 
has only been in use for two yesre or less, The average 
“omptroller har harily hat an opportunity to cet his orgsniza- 


tion functicning; his real influence is yet to be felt. How- 


22 














“7% 
@= 
st _, (oo Jee lonset 
adteisl © mith pelea d! Gee ‘se 
wl e ca} a » 3 mi = ae ad hare fe ae | 


tee oo de. bel bene of onde dich om ap ihe 


Can | via ae J ee ire me beele fi hae a a 





im a teem rie ——— al mao 
rr me ll ie tt thled Wot AAMe vs) omeagr 
|) eae Listes Ww ol afs- a>, oreo 





ieee ati ii, tae St VP oF joee €¢ ee) > oo 





ys om _s « 7. hier =—- ~~ oz 
Ce ee oe (tw thelee 7. 
mae a me ee 
“ae” ee & «i 4. ste ce bee @e 
le » o8) 
oe ond , iv .hwsAP aes ome . 
ne ere be ~ ae te sind 
\ = 4 ald chr 1 oe Che . hes 
—_ olga i =——— © is * | . 
mae bie Ybor eee “1 woeul on’ «(fall a' 
© — ~ mises emiiabe & eo pe bless Ome oom) 
—_ ene - eT Se ee Oey al . mw —— ike oat 
heer ech oe cio : * ‘oe? — 1 ee mae 





eee ee ee ee 4 
- 





he 
a 


ever, it anvesrs obvious that hie functions will become in- 
ereasingly importent, since st the highest levels of govern= 
ment it te consitered that improves sconomy ani efficiency 


ean be sttaine? by mesns of comptrollership. 


State “elstionship.--Inasmuch ae the Public Works 








Officer 16 responsible for proper aiministratioan of the finan- 
e191, materiel], an? hum tn resources entrustes to him, he must 
inevitebly perform many of the functions which Sre associated 
with the “icli 237° comptrollership. He muct plan for the 
future, must set etaniuris for performance, ant must appraise 
results. If he is competent an? hae an Scequate staff he may 
very nmiturslly consiter that interest by the comptroller in 
thease Sreae constitutes an unnecessary intrusion ints Si- 
affairs Ac well s¢ & needless 4uplication of «ffort. 

Such & eiturtion is by no means uniques, in private 
business the snomelous role of the comptroller visea-vis the 


heage of operating iepartments nis been reesgnizes as a p»e- 


Bible source of Sriction. “ommenting on this potential trouble 


ares with respect to the use of advisory and staff organivation 


Professors Gardner an’? Moore of the Univerrity of “hicago have 
observed: "“Sowever valusble ani necessary they may be there= 
fore, they @re not the ones who ultimately have the reeponsi-~- 


bility for e-ttine the work out. "+ 


“elationshipe can detere 
Lorate unmlese the “omptroller is ecrupulously careful to cone 


fine himerl? to seetions of an advisory naturc. an impreszive 
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body opinion hss stressed the difficulties which result from a 
etaff official exceeding hie authority. one student in the 
field of atuinistration flatly etstes that: "The staff officer 
must be kept in his place." Anderson has put it more 
apecificeslly: 
hen the controller begins to tietate rither than 

Riavise, when he trices to convert Lines of functisoml 

eomtrol into limes of direct control, then he is rid- 

ime either toward 8 general manigerchip or toward a 


severe Tall, an’ in e@ very great majority of such 
esaaee it will be the Latter. 


In commenting on how & staff of ficisl should conduct himself, 


Newmen hac recvmmeniel: 
In most cases the propxstle ahowli he “sold” to the 
operating executives thet ic, they sheuld win his volun- 
tary Acceptance, 


Consequently the st2rf wan shoul’? be primarily con- 
cernet with achieving results, encouriging the opersting 
executives to take credit for new idons, letting facts 
Sperik for themeciveas, anit holding “imsel’ alwaya in the 

Seckfroun! &@85 one who fe merely @ssistine other individ- 
USle t> 29.@ go08 job. 


it the typical station, the comptroller is likely to 


be an officer with 4 backgrount of line operating experlence to 
whom the self-effacing role of starf 24vissr is new. The fact 
that the KRavy ie using Line officers Err comptrolliership 
billets tenis to accentuste the inherent difficulties involved 
in the process by whic: = etarf official must sxttain hie objec- 


tives. “is problem is well summarize? by Lepawekys 





Smaap CR EREH > RIER 8d he. 


2 : ; | 
Marshall “immock, The “xecutive in Action (New Yorks | 
Harper Brothers, 1945), p. 102. 


*Anderaon, OD» cit.e, p» 20, Quoting srthur Anderson 
"4 Public Accountant's View of the Sontroller,” The Controller, 
Janusry 1935, 


‘oman, Ope cit., p. 150. 
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Perhaps the main type of flexibility required 
of the staff man 1s the ability to comprehend the 
theory and practice of staff anc line without rer- 
mitting his hands to be tied by staff-and-line 
dsectrine. For example, many military ané civil 
administrations insist that a staff officer may 
recommend or request, but he must never order or 
coumand. However, no etaff man, seneral or special 
is dolnz his duty if he cannot deliver an order and 
make it stick. Moreover, the very firet time a 
ataff officer makes 2 recommendation to @ line of- 
ficer which 1s not taken or ls reversed, there the 
influence of that staff officer begins to wane. 
Paradoxically, therefore the staff officer must 
learn to command by the power of his recommenda- 
tions, whether they take the forn of service to 5 
his chief or request: to nis ehlef's subordinates. 


This is not an easy task, and is especially difficult for an 


individuel accustomed to command. 


Technical Judgment.--The Public Works Officer may con- 
sider that his judgment concerning requirements, and appraisal 
of results in the field of maintenance and construction, is 


superior to the Comptroller's, and hence may fail to see how 


the latter can contribute to the management of this specialized 


operation. Furthermore, he may feel that because of his trein- 


ing and experience, &s well as long association with the 
Bureau of Yards and Docks, he is in a hetter position to 
interpret the many instructions and limitations which govern 
the performance of public works functions. Mueh of the infor- 
mation disseminated tn field activities by the Bureau of Yards 
ané@ Rocks is teehnical in nature, &nd implementation of 
epecifle programs requires the application of teehnical knowl- 
CALE» 





PLepawsky, Ope cit., pp. 510-311. 
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Differences of opinion are most likely to develop in 
the @rea of appraisal of the results of maintenance effort 
Since reliable standérds for performance are few. Although 4 
concerted effort is being devoted to the ostablishment of suite 
able yardsticks with which to measure the effectiveness of 
maintenance programs, there are numerous intangibles which 
complicate the vroblen, anons which ere; 

®) There @re opportunities for @iearreenent con- 
cerning what constitutes an onptimun standard of maintenance, 
Money is wasted by over-maintainins fecilities. 

b) FPequirements for maintenance vary extensively 
due to geographical location. 

ec) The effects of insufficient maintenance often do 
not become apparent in many cases until substantial damage 
has oecurred. 

ad) Mueh of the work is non-repetitive and covers 
an extremely wide variety of operations. 

The use of @rbitrary standards by the Comotroller as a means of 
appraising the effectiveness of the Public Works Officer's 
maintenance program is likely to lead to erroneous conclusions. 
There is obvinusly @ place for such administrative devices as 
Work Measurement, but to the results of such a@pnroximate means 
of measuring performance must be added @ rull measure of good 
juéement. Similarly, past performance a3 & yardstick should 


be used with great restraint. 
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spplication of Gontrols.--The Public Works Officer 


normally finis his authority to act limited by numerous 
restraints, and may well consider comptrollership personified 
by the Somptroller as 4a device to further restrict his author- 
ity. Because of its very nature the work of the Public Worka 
Denartnent is subject to close serutiny by both the Command- 
ins Officer and the heads of the departaents it serves. As | 
has been observed in the cise sf the service department in 
industry ,° the Public Works Department is eenerally considered 


to be subservient to the line organization, 2nd hence there is 


a tendency to review its work more critically. This, coupled 
with the fact that the Public Works Officer can never satisfy 
ll of the demands for service which hs receives, sometines 
results in a tendency to find fault with the work of the Public 
Works Denartrent. 

The many restrictions and limitations governing the 
actions of the Comm@nding Officer are not conducive to his 
grantins broad authority to his subordinates, &nd because of 
the nature cf his work, the Public Works Officer is likely to 
be severely limites. The arrival of the Conotroller on the 
scene can hardly be exvected to reverse this trend; rather Lt 
is probable that the Comnotroller will bs used by the Command- 


ing Officer to axercise additional controle. This process has 


Coa rdner and Moore, 9D. cite, pe 55. "The line organ- 
ization develops a special orientation toward the rest of the 
organization bec@use of the nature of its activities. Perhaps 
this orientation can be described best by s2ying that employees 
in the line at 411 levels feel that they are ‘done all of the 
important work' in the organization.” 





a _ - 


Se ee oe! lee 


— a (o> =e © Ohh ol Cee 


a 
) 






















walt |e hat ee Ae ce 
l= 018 tet Tee ot alee 6 ee dem call. 
tee tte a le et ok” eee Gwe 467 % Ce 
——— ll ‘a » di i = oe 
* iantin ¥ ‘ce? get Te (he oe Gee pod bap 
OO im——,_£[!|) GUC 4 le = «©. eee 
ie § Ae — eeaad «| Gow) ome ye 
A ry ore et eteedeegeee gel well @4 hen i ieee 
thet bee alee eee eet el le oo! 
Oe SA ee 
ome = lee and eee a) ome eel Gee 9y 
die cel ree ee RO ee AV? 4) Qe? © Ge oe! 
ol oe 

el aoe Tr) ee ee aso «a 

a: ..) ek re eee ee 


*:, . v ‘ r wall Fe i «a @ i ® + ‘- 


“8 <4ieees =) comets ‘ cle «ll >. eal BB Ve 
— o& «Fs fe (+00——™ 1 sated @ 
‘ai ew — 5 - 4 JA 4 TT. o— 
- “ae asl. toe na ft) EEE 
ee sat "WA so gr iwyee of nf — 


i ae 
e ie P . —_ =-— oa 
. i‘ wiry bee? 4 ob =! Me ic aye es tttmed 
——ewt «=welean tire @ it De aoe & @ Cee Be atpea 
- A ee _ = ee ce lere > foe ‘ 
-~ area. ~s ae ae lee ied L oF 
— is) fhe | ie - 


a 


28 


been well stated by Newman in diseussing the establishment of 
staff mroupss: 

osein effect the principal axecutive first esntral- 

ized authority over such matters (thereby reducing 

the vcrerecgatives of the operating executive) and 


then delegated functional authority to his special- 
12@9 assistants. 


thue, it can be expectsd that 88 time paases and the 
Commanding Officer comes to depend upon the Controller to a 
greater extent, the Public Works Officer wlll find nis opera- 
tions subject to increasing review. ls request for funds 
will first have to be justified to the Controller and his 
@ecisions quentioned to 8 sreater extent than previously. This 
creates & situation whieh requires delirate balance, for @g has 


been observed: “The morsle of the organization--the will of 


the peopl: to wive thelr beste-can bs soriously undermined if 


the hum@n problems entailed in the building and daily use of | 


a 


controls are bunzled, Attitudes on the part of all three 


p&érticivants are important. James i. Ysires has aptly pointed 
this out in @iscussing the use of budgeta 42a instruments of 
control } 


Ahen the attitudes of people toward each other 
are generous, understanding, and bases on mutual 
rescect, any technique @dsanted by ninegement to 
furtner effective performance is art to be suecess- 
ful. “When human attitudes are dominated by distrust, 
eriticisn, @nd recriminition, anv technique caghenes 
to imvorovse performance is likely to fil miserably. 





* 


en PF. Bradshaw and C. C. Hull, (ed), sontroh.ersay te 


Jodern Management, (Chicago: Riehard D. Irwin nce TRO Ince, 1949), 


Newman, op. cit., p. 194. 





Business Review (Vol. 32, May-June 1954), v. 59. 





I James L. Peirce, "The Budget Becomes of Age," Harvard 
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So much for the potential areas of conflict. Without 
attempting to elaborate fron a negative point of view on the 
L411 effects of the eatablishment of a cowrtroller organiza- | 
tion, suf°’ice it. to sy that ite introduction creates new 
problema which will require the Public Vorxs officer to 


reorient his thinking. 
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CHAPTER V 


Areas of Mutual Interest 

Having indicated some of the problems which may develop 
when the Comptroller becomes fully established at the right 
hand of the Commanding Officer, let us examine the advantages 
to be derived from this new concept. GGnecifically, the Public 
Works Officer has much to gain from close collaboration with 
the Comptroller. 

The mere presence of the Comptroller at a naval acti- 
vity can be expected to have & salutary effect on 811 levels 
of supervision insofar as emphasis on economical operations is 
concerned. In this respect he serves 4s 4 sort of catalyst; 
his very title suggests scrutiny of expenditures, and the 
functions preseribed for his organization are such as to stimu- 
late attention by heads of operatins departments to the finan- 
e1al aspects of thelr work. Although the vast majority of | 
naval officers and responsible civilian employees are well | 
intentioned, 1% is desirable to remind them frequently of their 
responsibilities in the field of efficient management, leet 
they be diverted from this objective by the operational aspects 
of their work. Additiona!)ly, the importance of this goal is 
such that the more people who devote their efforts to inprove- 


ments in management, the better the chances of success, 
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improved Planning.--The Comptroller, because of this 
constant association with the over-all functions of the 
station, should be in &@ nosition to provide @ considerable 
amount of information which would be helpful to the Public 
Works Officer in planning for the future. Of particular 
importance to the Public Works Officer are changes in levels 
of activity which have an effect on the workload of hie sere 
vice shops. In the past he has been obliged to accumulate 
such information on & plece meal basis; with the Comptroller 
in constant contact with the Bureaus and offices which provide 
the funds supporting the station's programs, more reliable 
information should be readily available with lese effort on 
the part of the Public Works Officer. This is especially 
lmportant in connection with the vrep&ration of budget esti- 
mates, since & substantial portion of the Public Works 
Officer's needs for funds are related to the level of activity 


of other departments. 


Interpretation of Financial Instructions.--Although 


there are many limitations governing the work of his depart- 








ment which can best be interpreted by the Public Works 
Officer, the Comptroller may be of considerable assistance to 
him in interpreting the many regulations @nd instructions of a 
purely fineéneial nature. The procedures for handling appro- 
priated funds have become 80 complicated, and changes are made 
sco frequently that specialized knowledge of the details is 
easential. By virtue of his close contact with the Office of 
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the Navy Comptroller, 4¢ well @s the various Burefus and 
Offices, the Comptroller should be in @ pnosition to give 
authoritative answers to many questions pertaining to the 


use of funds. 


Managerent Assistance.--Pegardiess of how well managed 
&@ Public Works Department may be, there are always opportuni- 
ties for imvrovenent, and in this endeavor the Comptroller can 
be of assistance to the Public Works Officer. As in the case 
of the head of any operating department, the Public Works 
Officer is often presecuynied with problems which are far 
afield from management. This is particularly true of engineer- 
ing projects which have & stronsz aypett for the officer whose 
training and inclinations are along technical lines. The 
Comptroller can serve to remind the Public Yorks Officer that 
his primary duty is to be a manager; that he oust leave the 
detailed engineering to his specialists and eoncern himself 
more with the administration of his department. As Barnard 
hae observed: “txeeutive work is not that of the organization, 
but the speci®lized work of maintaining the organization in 
operation!" 

In commenting upon the characteriatics of service 
departments in private industry, Holden, Fish and Smith observ- 
ed in connection with the organization of & number of large 


corporations that: 





loarnard, OD. clt., De 215. 
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staff and service departments...find themselves 
in &@ difficult situation in many comranies. Expected 
to undertake any service requested and G&lways liable 
to criticism as to speed and adequacy of performance, 
such 4gencies frequently feel constrained to main- 
tein @n unjustifiably large screanization, and to 
render an unnecessarily elaborate service in order 
to mininize sueh criticism. Their willingness to 
undertake invites more whieh in turn requirea in- 
ereased personnel. On the other nand, they are crite 
Leized for thelr tendency to expand &énd for. the 
greater cost of their department oneration. 


Whereas this admonieshment if not entirely applicable to the 
average Tublic Yorks Derartment, it is imaportant that the 
Public Works Officer keep his functions in proper perspective. 
In hia zeal to do &@ good job and to orovide as many of the 
services requested of him as possible, he m@ey unwittincely per- 
mit the scope of his activities to expand out of proportion to 
absolute neceseitiee, The Comptroller aghould be of Aassi¢tance 
to him in this regard; by tactful auestionin«s the need for 
additional pereonnel, &@8 well as incuiring into the necessity 
for expandins @pecific functicne, he will help the Public 
Works Officer to view his oper®tions more objectively. 

More specifically, the Comptroller should be Gble to 
contribute to the effective management of the fublic Works 
Department by furnishing timely reports on expenditures and 
obligations. Since the Comptroller's attention is necessarily 
focused on management rather than the mere mainten@nce of | 
historical reports, it ean be expected that he will prepsre his | 
reporta in such a manner as to make them effective instruments 


for control by the Fublic Works Officer. Too often in the 


“wolden, Fish and Stith, op. cit., p» 175. 
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past unofficial reecords have had to be maintained in the 
Public Works Department because the periodic reports of the 
Supply and Fiscal Department were not designed for use for 
departmental management purposes. This regulted in duplica- 
tion of effort, and required the Public Works Officer to use 
part of his limited versonnel ceiling for record keeping, 


rather than for more essential purvoses. 


Support of rublic Works Frograms.--Sinece the Comptrolle 





Bpends most of his time in contemplation of the over-all fin- 
ancial situation at the station, he should be able to observe 
the performance of all departments Liapartially, and thus be of 
sreat assistance to the Commandine Officer in keeping the 
financial needs of the varioua departments in proper perspec} 
tive. His intimate association with the Tinences of @11 of 
the departments will aasiat the Commanding “Officer in avold- 
ins snap decisions resulting from fragmentary condider@ation of 
the factors involved. It is the Public Works Officer's mis- 
fortune to often be in &@ defensive position, since the natural 
inclin@tiion on the part of many Commanding Officers is to make 
close decisiona in favor of the he@ds of their line ocperéting 
departments. In the inevitable competition for allocation of 
furncs or personnel, the persu&sive operating department head 
ie likely to get more than his proper share, often at the ex- 
pense of the Fublic Works Repartment. Unless the Conntroller 
ig prejudiced, his presentation of factual data on performance 
should be helpful to the Public Works officer in justifving 


his requirements. 
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In periods such &s the present, wher stronc emphasis 
is belng pleced on retrenchment ond re@rpréisal of functions 
and missions, it is particulariy important that existing | 
facilitica receive essential maintenance. however, it ia 
sonetimes aaffioult for the Public Works Cflicer to concen- 
trate his trimrine to the seope of nis service functions, keev- 
ing hie m@intenance effort at an &dequate Ilovel. The services 
rendered by bis department are such tnat people are often 
reiuctant to have them curtailed, and ail too often mainten- 
&nce items must be deferred in deference toa such marginal jobs 
4&3 janitori2l services, redecoration and refurnishins public 
quarters, paintings for appearances, ani care of flower beds 
and shrubs. If he persists in urging the curtailment of ser- 
vices, the Public Works Officer may find himself labeled as an 
obstructionist, and unless he is extremely tactful he may find 
himself looked uron with disfavor by his colleagues in other 
departments. 

Working closely with the Comotroliler, the Public Works 
Officer should be @ble to go arrange nis budgeting and records 
of expenditures as to distinguish between true maintenance 
work and effort which does not contribute dlreetly to the 
preservation of the existing facilitics. Further, the Public 
Works Officer should be in & position to gain the support of 
the Comptroller in placing sufficient emphasis on maintenance 
in the station's financial plans an3 eliminating nonessential 


jobs. ‘Since he is an impartial observer, it ies unlikely that 
partisan intcrests would be attributed to the Comptroller, 
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whereas the oppocit«e is often the ease with the Public Works 
Officer. Also, as regards projects whieh the Public Works 
Officer considers to he —Tee the Commanding Officer is 
more likely to heed thé warnings of the Cometroller concerning 
propriety of expenditures, since cne of the latter's important 
functions ie to keen him out of trovble. 

At some stations, functions, which normally are 
assigned to the Tublic #orks Departrent, have by custom been 
performed by line oper&étins cevartrents. In many instances 
such &rrangesents are perfectly satisfactory, but often they 
result in needless duplleation., YTnis ia particularly true of 
emall carpenter shops, an3 departmental nsintenanee forces 
which compete with the ‘ublic Yorks Dernartvent. Also it is 
not uncommon to find such personnel as Ianitors, ehauffeurs, 
ani equipment operétorse a@scienec to opverstine departrents when 
economies in manpower coulc be effected by working them from 
& central labor pool in the Public Yorks Department. By vir- 
tue of his impartial position, the Oouptroller ean be of 
assistance in correcting sucn situations, whereas the Public | 
Works Officer sften finds himself accused of “empire building" 


if he suggests centralizing such functions in his department. | 
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CHAPTER VI 


CONCLUSION 


In the foregoing discussion I have attempted to denon- 
Strate by means of &@ review of certain of the basic functions 
of botn the Comptroller and the Public Works Officer, the fact 
that there are benefits to be derived 4s well 4s trouble areas 
to be avoided as @ result of tne establishment of a comptrol- 
Lersnip organization at the typical naval installation. The 
Public Works Officer has been briefly portreéyed as the head 
of a large auxiliary or service department whose mission is 
complicated by a wide variety of functional controls promul- 
gated by higher levels, and whose effectiveness is difficult 
to measure. The Comptroller's ocrimary function is to assist 
the Commanding Officer in improving the efficiency and economy 
of the station's over-all operations, primarily by means of 
improved financial management, and as a corollary, by the 
application of more effective controls. tTInsofar as Public 
Works functions are concerned, both the Public Works Officer 
and the Comptroller are concerned With imoroving the effec- 
tiveness of the management of the Fublic Works Department. 

Although the Comptroller's interest in the internal 
affairs of the Public Works Department does not differ materi- 


&lly from his preoccupation with the effectiveness of the 
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financial management of any other department, the singular role 
of the Public Works Officer has necessitated that the latter 
devote 2 substantial nortion of his efforts in the past to 
functions which are essentially those of comptrollership. un- 
Like many of hie colleagues who head operating departments, the 
Public Works Officer almost invariably works in &n atmosphere 
of scaroities; there is never enough money to permit him to 
a@ccomplish the things he feels @re necessary. Traditionally 
it has been necessary for him to improvise, to cut corners, to 
juggle priorities, and to use every device available to get the 
most from his dollars. Thus, to some extent, the Comptroller's 
efforts constitute a duplication of the work which the Public 
Works Officer has been verforming. 

Experience in private industry indicates the importance 
of human relations in the exercise of control throush the use | 
of ataff groups. Gardner and Hoore, who made extensive studies 


of human relations problems in business, have made this sig- 








nificant sbservation: 





In our extensive survey of organization, we very 
quickly learned that an evaluation of the relations of 
top level personnel was 4 necessary first step in under- 
standing the relationc existing in the rest of the organ- 
ization. If there was 4 well integrated work team among 
too executives in the organization, we usually found that 
whatever problems d1ié¢ exist in the organization were 
localized in nature. However when difficulties were 
oecurring at the very top of the org@nization, the prob-~ 
lems throushout the reset of the organization were 
generalized, widespread, and serious. 





\cardner and Moore, gp. cit., np. 395. 
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An impressive body of opinion has stressed the delicate nature 
of the role of the staff group, the pitfalls along the way to 
its functioning effectively, and the deleterious effects on the 
morale of the organization which can result from misapplication 
of the staff principle and of functional controls. 

Ag in the business corporation, appreciation by the 
individuals concerned of the essentiality of good human rela- 
tions is important at any naval station, and particularly so 
as regards the functions of the Comptroller. If he fails to 
exercise restraint in his dealings with heads of operating 
departments, if he is inclined to be too aggressive, friction is 
certain to develop. To the extent that such actions are not 
curbed by the Commanding Officer, @ gerlous situation can re- 
sult. Specifically, as regards the Public Works Officer, such 
an unfortunate combination of circumstances can cause deter- 
ioration of the morale and initiative of his department, If, 
on the other hand, the Public Works Officer takes &@ hostile 
view of the Comptroller's functions, he places himself in the 
untenable position of opposing the currently accented route 
toward better management, and eliminates the many possibilities 
of support and assistance which he ecould otherwise derive from 
collaboration. Although it is @ n&tural reaction on the part 
of individuals to resent being controlled, if the Public Works 
Officer can view controls as tools with which he can improve 
his own performance, &@ formidable obstacle in the path of co- 


operation with the Comptroller will have been surmounted. 
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With @ proper 4S4nproeach on the part of both the Public 
Works Officer and the Comptroller, the evolution of comotroller- 
Ship can &ssiet the Public Works Officer to do his job more 
effectively. With much of the burden of intervreting instruc- 
tions pert@ininge to the use of @poprovriated funds and of analysis 
of reports of past and current operations shifted to the 
Comptroller's organization, the Public Works Officer ghould 
have more time to devote to vlanninge and appraissl of his 
operations. Additionally, to the extent thst he can make an 
ally of the Comptroller, he should be able to s&in strong sup- 
port for his vrozrans, particularly &s8s regards obtaining ade- 
quate funis for essential maintenance. 

With axvenditures for Defense currently exceeding by 
far 211 other Federal sutlays, the need far economy and 
efficiency at all levels is being stressed with increasine 
vigor. Comotrollership is one of the important means by which 
it is honed that this goal can be attained. The term is an 
unfamiliar one tc many, and undoubtedly the veriod of installa- 
tion of comptroller organizations will not be without aiffi- 
culties. However, with cooperation and understanding, comp~ 
trollerehip should prove to be an effective technique for 


improving the effectiveness of management. within the Navy. 
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